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Do you have goals? 

Something you want to achieve? 

Something that is worth 
a mental effort? 
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A goal seldom comes alone. 

It is usually logically connected 
with other goals. 

For instance, some goals 
can only be reached if others 
are reached first. 

In order to achieve what you 
really want efficiently (or at all), 
you first need to clearly identify 
your goals -- and their 
connections. 




Unfortunately, human minds 
cannot be equally aware 
of many factors at a time, even 
when they are important. 

We need a workaround for this 
awareness problem. 
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Let me show you how it works, 
using two examples: 

1. "I want to buy a bicycle" 


2. "I want to save the world" 










Progress 

Intro 


done 

"Buy a bicycle" example up next 
"Save the world" example 

Achievement indicators 

Recap 

Checklist 
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I want to keep it simple 
and just use the word "goal" 
for something you might prefer 
to call "objective", "target" or 
"measure". 
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Goal map 
(example 1) 


Fig. la : goal map example "Buy a bicycle 


vve win develop inis 
goal map as a boxes- 
and-arrows diagram. 


It's not perfect, but really 
useful, and easy to 
make and understand. 








Goal map 
(example 1) 


Buy a bicycle 


Fig. 1b : goal map example "Buy a bicycle 



Let's say I want to buy 
a bicycle. 


That's the goal I am 
most aware of, and it 
goes into the first box. 
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Goal map 
(example 1) 


Buy a bicycle 


Fig. 1c : goal map example "Buy a bicycle 



The diagram develops 
as I repeatedly ask myself 
three questions: 
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Goal map 
(example 1) 



Fig. Id : goal map example "Buy a bicycle 



Here are two answers 
to that question, 
phrased as goals, too. 


The arrows indicate 
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Goal map 
(example 1) 



Fig. 1e : goal map example "Buy a bicycle 


: ... is necessary to .. 
: ... is very helpful to 
: ... is helpful to ... 


... that, if you don't have 
a bicycle, buying one is 
very helpful to achieve 
the higher goals. 


Note the legend above. 


















Goal map 
(example 1) 



Fig. If: goal map example "Buy a bicycle 


: ... is necessary to ... 

: ... is very helpful to ... 
: ... is helpful to ... 



The next question is: 


2. What can help me, 
or is necessary 
to achieve this? 
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Goal map 



(example 1) 

t 

... is necessarv to . 


t : 

... is verv heloful to 


A 

... is helpful to ... 


Use a bicycle to 
transport heavy things 


Start with 


V 

* ^ 

r ^ 

Buy a bicycle 


Know my 
buying options 


7 \ 


Have enough 
money available 


Here are two answers, 
again phrased as goals. 

Note that one is very 
helpful (f) while the 
other is necessary (f). 



Fig. 1g : goal map example "Buy a bicycle 
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Goal map 



(example 1) 

t 

... is necessarv to . 


t : 

... is verv heloful to 


A 

... is helpful to ... 


Use a bicycle to 
transport heavy things 


Start with 


V 

* ^ 

r ^ 

Buy a bicycle 


Know my 
buying options 


7 \ 


Have enough 
money available 



And the last question is: 


3. 

conflict 





w 


Fig. 1h : goal map example "Buy a bicycle 
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Goal map 



(example 1) 

t 

... is necessarv to . 


t : 

... is verv heloful to 


A 

... is helpful to ... 


Use a bicycle to 
transport heavy things 


Start with 


V 

* ^ 

r ^ 

Buy a bicycle 


Know my 
buying options 


7 \ 


Have enough 
money available 



So far, I don't see 
anything conflicting with 
my "buy a bicycle" goal. 



Fig. 1i : goal map example "Buy a bicycle 
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Goal map 



(example 1) 

t 

... is necessarv to . 


t : 

... is verv heloful to 


A 

... is heloful to ... 


* 

... conflicts with ... 


t ■ 

... mav conflict with 


▲ 

T 

... comoetes with .. 


r 


Use a bicycle to 
transport heavy things 


◄—► 


Start with 


v_ 


r ^ 

Buy a bicycle 


Know my 
buying options 


7 \ 


Have enough 
money available 



However, bicycles that 
are good for transporting 
heavy things are not so 
good for fast cycling. 




Fig. 1j : goal map example "Buy a bicycle" 



























Goal map 
(example 1) 


Use a bicycle-KT - ’ 
tj^jafif^yrrheavy things 


Start with 


V_ 


r ^ 

Buy a bicycle 


Know my 
buying options 


7 \ 


Have enough 
money available 


t 

t 

A 

♦ 

t 


is necessary to .. 
is very helpful to 
is helpful to ... 
conflicts with ... 
mav conflict with 
competes with ... 


: rejected/ 
discarded 
goal 


I resolve this possible 
conflict by giving up the 
goal that is less important 
for me (for now. Later I 
might buy a bicycle trailer, 
or even a second bicycle.) 



Fig. Ik : goal map example "Buy a bicycle 
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Goal map 
(example 1) 


Use a bicycle-KT - ’ 
trajafif^rTneavy things 


Start with 


V _■_ 


r ^ 

Buy a bicycle 


Know my 
buying options 


7 \ 


Have enough 
money available 


: ... is necessary to .. 
: ... is very helpful to 
: ... is helpful to ... 

: ... conflicts with ... 

•ith 

Back to the first question: 


1. Why do I want this? 

I ask this question for 
each new goal box until I 
get a final answer. 

Question 1 leads upwards 
in the diagram ... 



Fig. II : goal map example "Buy a bicycle" 



























Goal map 
(example 1) 


Improve my 
physical fitness 



Use a 

tj^jafif^jrriTSvy things 


Start with 


V _-__ 

* ___ / 

r ^ 

Buy a bicycle 


Why do I want this? 


Know my 
buying options 


7 \ 



Have enough 
money available 


t 

t 

A 

♦ 

t 


is necessary to ... 

is very helpful to ... 

is helpful to ... 

conflicts with ... 

mav conflict with .. 

competes with ... 

: rejected / 
discarded 
goal 


like this 


Fig. 1m : goal map example "Buy a bicycle 
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Goal map 
(example 1) 



Feel better 

r. . . 

L: a 


and pain 


X 


Survive Why ... ? 


I 



Live longer Why ... ? 



Live healthier Why ... ? 

v__/ -_ 


t 

t 

A 

♦ 

t 


... is necessary to ... 
... is very helpful to ... 
... is helpful to ... 

... conflicts with ... 

... may conflict with ... 


Use aibk^cJe-'ttr 
trgjasp'tfTfneavy things 


Improve my 
physical fitness 


Start with 
fast cycling 


Why ... ? 



Why do I want this? 


Buy a bicycle Why...? 


: ... competes with ... 

: rejected / 
discarded 
goal 


Know my 
buying options 


Flave enough 
money available 


... and this. 


Fig. In : goal map example "Buy a bicycle" 
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Goal map 
(example 1) 



Live healthier 


i 


Improve my 
physical fitness 


i 


Use a 


Start with 

tj^oeporfTieavy things 

1 ► 

fast cycling 



Survival and feeling better 
are both ultimate goals. 
Because when I ask 
"Why do I want this?" 

I can only answer 
"my brain works this way", 
and that is not a goal. 

Most, if not all, human 
activities can be traced back 
to an ultimate survival and/or 
feeling better goal. 



Usually we are not aware 
of this, because we don't ask 
“Why ... ?” often enough. 


Fig. 1o : goal map example "Buy a bicycle 
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Goal map 
(example 1) 




Live healthier 


i 


Improve my 
physical fitness 


i 





Start with 
fast cycling 


i 


Buy a bicycle 


Know my 
buying options 


Have enough 
money available 


Fig. Ip : goal map example "Buy a bicycle 


: ... is necessary to ... 

: ... is very helpful to ... 
: ... is helpful to ... 

: ... conflicts with ... 

x '<th .. 


Now let's apply question 2 
to each goal box: 


2. What can help me, 
or is necessary 
to achieve this? 


Question 2 leads down¬ 
wards in the diagram ... 


i/ 

d 
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Goal map 
(example 1) 


Eat my favorite 
candy more often 


Feel better 


7T. A 


Survive 


and pain 


I 


Live longer 


X 


Live healthier 


Borrow/rent a bicycle 


Buy a bicycle 


Know my 
buying options 


/ \ 


f > 

Eat healthier 


Improve my 


Minimize risk 


physical fitness 


of injuries 


Use a bicycie to 

Start with 


Go swimming 

_tj^ja©pT?rrheavy things * 

fast cycling 


regularly 


Have enough 
money available 


Fig. 1q : goal map example "Buy a bicycle 


t 

t 

A 

♦ 

t 


is necessary to .. 
is very helpful to 
is helpful to ... 
conflicts with ... 
mav conflict with 
competes with ... 


: rejected/ 
discarded 
goal 


... like this. 

More goal boxes could 
be added, but you get 
the idea. 
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Goal map 



Fig. 1r: goal map example "Buy a bicycle 
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Goal map 



Oops. 

Apparently there are 
some internal goal conflicts 
in this example. 

Not really surprising, 
because they are very 
common, even in simple 
scenarios. 

Be aware that any such 
map only shows what one 
person (or a group of like- 
minded persons) wants. 

There may well be conflicts 
with other people's goals. 
That's a different story. 


Fig. Is : goal map example "Buy a bicycle 
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Goal map 
(example 1) 


Eat my favorite 
candy more often 


-N 

Feel better 

v J 

r - . . 

1 — . 


Survive 


Live longer 



Use aibi£yfiJe-*tu 
tmjaep^jrfneavy things 


Start with 
fast cycling 


A 


< ► 


Go swimming 
regularly 


Borrow/rent a bicycle 


Know my 
buying options 


Buy a bicycle 

7 \ 


Have enough 
money available 


t 

t 

A 

♦ 

t 


Eat healthier 


Improve my 


Minimize risk 

▼ 


physical fitness 


of injuries 

/ 


is necessary to .. 
is very helpful to 
is helpful to ... 
conflicts with ... 
mav conflict with 
competes with ... 


always are unwanted, 
they only become 
problems if they remain 
undetected and un¬ 
resolved. Which they 
unfortunately often do. 


/ 

id 



Fig. It: goal map example "Buy a bicycle" 























































Goal map 



Fig. 1u : goal map example "Buy a bicycle 


t 

t 

A 

♦ 

t 


is necessary to .. 
is very helpful to 
is helpful to ... 
conflicts with ... 
mav conflict with 
competes with ... 


: rejected/ 
discarded 
goal 


So I want to resolve at least 
my direct goal conflicts (^). 

There are different ways 
of doing this. 
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Goal map 
(example 1) 


Eat my favorite 
candy more often 

but only little of it 
each time 


Feel better 

v J 

m - 



Survive 


and pain 


I 


◄—► Live longer 


X 




Live healthier 


r 

Eat healthier 


Improve my 


Minimize risk 


physical fitness 


of injuries 


Use aibi£ycle-*tu 
h^jafif^jrfTTeavy things 


Start with 


A 


Borrow/rent a bicycle 


V__ 

'_^_ y 

r ^ 

Buy a bicycle 


< ► 


Go swimming 
regularly 


Know my 
buying options 


7 \ 


Have enough 
money available 


Fig. 1v : goal map example "Buy a bicycle" 


t 

t 

A 

♦ 

t 


is necessary to .. 
is very helpful to 
is helpful to ... 
conflicts with ... 
mav conflict with 
competes with ... 


: rejected/ 
discarded 
goal 


I could modify my 
"... candy more often" 
goal as shown, which 
would lower the 
conflict level. 
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Goal map 
(example 1) 


Eat my favorite 
candy more often 

but only little of it 
each time 




- N 

Feel better 

v J 


\ 


Survive 


and pain 


I 


◄—► Live longer 


X 


Live healthier 


r > 

Eat healthier 


Improve my 


Minimize risk 


physical fitness 


of injuries 


Use a bicycle to 
transport heavy things 


Borrow/rent a bicycle 



< ► 


Go swimming 
regularly 


Know my 
buying options 


Have enough 
money available 


Fig. 1w : goal map example "Buy a bicycle" 


t 

t 

A 

♦ 

t 


is necessary to .. 
is very helpful to 
is helpful to ... 
conflicts with ... 
mav conflict with 
competes with ... 


And I could discard my 
"... fast cycling" goal, 
improve my fitness by 
swimming instead, and 
buy a really sturdy 
bicycle rather than a 
racing model. 


ed / 
d 
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Goal map 
(example 1) 


Eat my favorite 
candy more often 

but only little of it 
each time 


Feel better 

m ■ ... 

\ 


Survive 


and pain 


I 


◄—► Live longer 




V 7 

Live healthier 



f > 

Eat healthier 

V J 


Improve my 
physical fitness 

Minimize risk 
of injuries 



X 

Use a bicycle to 
transport heavy things 

/ w 


Go swimming 
regularly 


Borrow/rent a bicycle 


Buy a bicycle 


Know my 
buying options 


/ \ 


Have enough 
money available 


Fig. lx : goal map example "Buy a bicycle" 


: ... is necessary to ... 

: ... is very helpful to ... 

: ... is helpful to ... 

: ... conflicts with ... 

: ... may conflict with ... 
: ... competes with ... 


: rejected / 
discarded 



After removing the 
arrows to/from the 
discarded goal (for 
clarity), the diagram 
looks as shown. 



t 

t 

A 

♦ 

t 



















































Goal map 
(example 1) 


Eat my favorite 
candy more often 

but only little of it 
each time 




Feel better 

m ■ h 

L: a 


Survive 


and pain 


I 


◄—► Live longer 


V 7 

Live healthier 



Eat healthier 


Improve my 


Minimize risk 


physical fitness 


of injuries 


Use a bicycle to 

Start^iitH 0 * 

Go swimming 

transport heavy things 

Jorgfcycling 

regularly 


Observant readers might 
think that the reintroduced 
"... transport heavy things" 
goal needs more 
investigation (using the 
three-question-method). 

That's correct. Any such 
change must trigger 
our questions anew. 


Borrow/rent a bicycle 


Buy a bicycle 


Know my 
buying options 


/ \ 


Have enough 
money available 


However, you've seen 
it before, so we let 
example 1 end here. 


Fig. 1y : goal map example "Buy a bicycle 













































The created goal map is neither 
complete nor otherwise perfect. 

It doesn't have to be perfect 
to be useful (but it must cover 
the intended scenario). 




Its usefulness comes from 
two contributions: 

- the process of making it. 
You can't draw a goal map 
without consciously thinking 
about what you want 

- the final result. 

It gives you overview , 
which is necessary to achieve 
what you want efficiently 
(or at all) 
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Progress 

Intro 

"Buy a bicycle" example 
"Save the world" example 

Achievement indicators 

Recap 

Checklist 


done 

done 
up next 
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The next example, "I want to 
save the world", shall only 
illustrate that: 



- it is important how a goal 
is phrased 

- goal maps can be used in very 
large scenarios 




We will proceed 
much faster this time. 
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Goal map 
(example 2) 


f "N 

Save the world 

V_ y 



Fig. 2a : goal map example "Save the world 
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Goal map 
(example 2) 


Save the world 




No, because it could 
mean a million things. 

Watch out for 
ill-defined goals, they 

pm nnmananpphlp 



Fig. 2b : goal map example "Save the world 
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Goal map 
(example 2) 


Save the world 
from all major disasters 



That's better. 


Still a wide scope goal, 
but manageable, as the 
next page shows. 



Fig. 2c : goal map example "Save the world 
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Goal map 
(example 2) 




The empty goal boxes 
( ) remind us that this 

map is very incomplete. 



II 


... is necessary to ... 
... is very helpful to ... 
... is helpful to ... 


Fig. 2d : goal map example "Save the world 
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Goal map 
(example 2) 


Save the world 
from wars 



Save the world 
from hunger 


Save the world 
from epidemics 


Save the world 
from all major disasters 

/ 


Hinder exposure 
to whatever causes 
the diseases 


Z 


Prevent 


Minimize consequences 

epidemics 


of epidemics 


Run 
vaccination 
pro grams 

Mass-produce 

vaccines 

Develop 
vaccines 


Improve 

reporting 


Contain 

spreading 


Maintain/strengthen 
public services and 
infrastructure 


Fig. 2e : goal map example "Save the world" 


Save the world 
from asteroid impacts 


Organize extra 
medical help 


... is necessary to .. 
... is very helpful to 

▲ 

... is helpful to ... 
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Goal map 
(example 2) 


Save the world 
from wars 



Save the world 
from hunger 


Save the world 
from epidemics 


Save the world 
from all major disasters 




This map was first 
developed downwards 
(with focus on vaccines), 
repeatedly asking 
question 


2. What can help me, 
or is necessary 
to achieve this? 


Hinder exposure 
to whatever causes 
the diseases 



Prevent 

epidemics 


Minimize consequences 
of epidemics 


Run 
vaccination 
pro grams 


Improve 

reporting 


I 


Contain 

spreading 


Maintain/strengthen 
public services and 
infrastructure 


Organize extra 
medical help 




Mass-produce 

vaccines 


♦ 


Develop 

vaccines 


Fig. 2f: goal map example "Save the world" 


... is necessary to .. 
... is very helpful to 

▲ 

... is helpful to ... 
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Goal map 
(example 2) 


Save the world 
from wars 



Save the world 
from hunger 


Save the world 
from epidemics 


Fulfill a felt obligation 
(moral, religious or other) 

Save the world 
from all major disasters 

/ 


Feel better 


Do something 

mpaninnful 


7 



Get credit for your efforts, 
achieve higher social status 


Prevent 

epidemics 


Hinder exposure 
to whatever causes 
the diseases 


Run 
vaccination 
pro grams 

Mass-produce 

vaccines 

Develop 
vaccines 


Minimize consequences 
of epidemics 


Improve 

reporting 


Contain 

spreading 


Maintain/strengthen 
public services and 
infrastructure 


Fig. 2h : goal map example "Save the world" 


Like this. 


Organize extra 
medical help 


... is necessary to ... 
... is very helpful to ... 

▲ 

... is helpful to ... 



























































Goal map 
(example 2) 


Save the world 
from wars 



Feel better 



As for question 


Save the world 
from hunger 


Save the world 
from epidemics 


Fulfill a felt obligation Do something 
(moral, religious or other) meaningful 

t / 

Save the world 
from all major disasters 

/ 



7 


3. 

conflict 


Prevent 

epidemics 


Minimize consequences 
of epidemics 


there are no goal conflicts 
visible yet. They would 
certainly appear in a 
further developed map. 


Hinder exposure 
to whatever causes 
the diseases 


w 


Run 
vaccination 
pro grams 

Mass-produce 

vaccines 


Improve 

reporting 


Contain 

spreading 


Maintain/strengthen 
public services and 
infrastructure 


Organize extra 
medical help 


Develop 

vaccines 


Fig. 2i : goal map example "Save the world" 


... is necessary to .. 
... is very helpful to 

▲ 

... is helpful to ... 
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Goal map 
(example 2) 


Survive 


Save the world 
from wars 



Fulfill a felt obligation 
(moral, religious or other) 

Save the world 
from all major disasters 

/ 


Feel better 


Do something 

mpaninnful 


Save the world 
from hunger 


Save the world 
from epidemics 



Get credit for your efforts, 
achieve higher social status 


Save the world 
from asteroid impacts 


/ 

\ .00 

But now we're done 

Prevent 

epidemics 


Minimize consequences 
of epidemics 

with example 2. 


\ 


Hinder exposure 
to whatever causes 


Run 

vaccination 

Improve Contain 

reporting spreading 

Maintain/strengthen 
public services and 

Organize extra 
medical help 

the diseases 


programs 


infrastructure 




Mass-produce 

vaccines 

Develop 
vaccines 


Fig. 2j : goal map example "Save the world" 


... is necessary to ... 
... is very helpful to ... 

▲ 

... is helpful to ... 


































































Goal map 
(example 2) 


Survive 


Save the world 
from wars 



Save the world 
from hunger 


Save the world 
from epidemics 


Fulfill a felt obligation 
(moral, religious or other) 

Save the world 
from all major disasters 

/ 


Feel better 


Do something 

mpaninnful 



Get credit for your efforts, 
achieve higher social status 


7 


Save the world 
from asteroid impacts 


Prevent 

epidemics 


Hinder exposure 
to whatever causes 
the diseases 


w 


Run 
vaccination 
pro grams 

Mass-produce 

vaccines 

Develop 
vaccines 


Fig. 2k : goal map example "Save the world" 


Minimize consequences 
of epidemics 


Improve 

reporting 


Contain 

spreading 


\ 


Maintain/strengthen 
public services and 
infrastructure 


Organize extra 
medical help 


... is necessary to .. 
... is very helpful to 

▲ 

... is helpful to ... 






























































Proaress 


Intro 

done 

"Buy a bicycle" example 
Save the world" example 

done 

done 

Achievement indicators 

up next 

Recap 


Checklist 
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Often it's useful to 
see achievements 
and progress 
(or the lack of it). 

Here's a way of showing 
this within a goal map, 
using green 
"progress bars". 




A partially achieved goal. 
Still a long way to go. 



A fully achieved goal. 
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Proaress 


Intro 

done 

"Buy a bicycle" example 
Save the world" example 

done 

done 

Achievement indicators 

done 

Recap 

up next 

Checklist 
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Goal map 

recap 


Start with the goal you are most 
aware of. It goes into the first box: 

(goal description) 


Develop the map 
(and your understanding) by 
repeatedly asking the 3 questions 
to the right, and ... 

... connect the new goal boxes 
with arrows that indicate 
dependencies or conflicts. 


Fig. 3 : goal map recap 


1. Why do I want this? 

2. What can help me, 

or is necessary 
to achieve this? 

3. 

conflict 



... is necessary to . 
... is very helpful to 
... is helpful to ... 

... conflicts with ... 
... may conflict with 
... competes with .. 
























Goal maps, argument maps, 
decision matrices, checklists, ... 
are tools. 

They enable your mind to perform 
tasks it otherwise couldn't. 


Just like a screwdriver or hammer 
enables your hand to perform 
tasks it otherwise couldn't. 
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Proaress 


Intro 

done 

"Buy a bicycle" example 
Save the world" example 

done 

done 

Achievement indicators 

done 

Recap 

done 

Checklist 

up next 
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Checklist items 


Goal definition 


Yes No Comments 


I am using a tool, such as a goal map, to obtain 
an overview over my goals and their connections. 



1 have identified all my relevant goals in this scenario. 







1 know which goals should (or must) be reached first. 







1 have thoroughly looked for conflicts between goals. 







1 know how to resolve these goal conflicts, if any. 







Fig. 4a : "goal definition" checklist items 
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Checklist items 


Goal definition 


Yes No Comments 


I am using a tool, such as a goal map, to obtain 
an overview over my goals and their connections. 


1 have identified all my relevant goals in this scenario. 









1 know which goals should (or must) be reached first. 









1 have thoroughly looked for conflicts between goals. 






/ 


\ 

1 know how to resolve these goal conflicts, if any. 


If you can tick off all the 


"Yes" boxes, you're well 
prepared. 




Fig. 4b : "goal definition" checklist items 
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Checklist items 


Goal definition 


Yes No 


Comments 


I am using a tool, such as a goal map, to obtain 
an overview over my goals and their connections. 


1 have identified all my relevant goals in this scenario. 







1 know which goals should (or must) be reached first. 








I know how to resolve these goal conflicts, if any. 


A ticked off "No" box 
is like a warning light in a 
cockpit. Better fix the issue 
before proceeding. 


Fig. 4c : "goal definition" checklist items 
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This is the last page 
of this short book. 

If you've read it: Thank you. 
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